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Like other school administrators, you 
have numerous problems to solve and 
plans to make. When you are faced with 
these problems or this need for plan- 
ning, do you call on consultants for 
help? Many of your fellow administrators 
do. In fact, the demand for consultative 
service has grown tremendously in recent 
years. State departments of education, 
colleges, universities, and other agen- 
cies are being asked by alert adminis- 
trators to provide consultants in all 
areas of school operation. This doesn't 
mean that the administrators are trying 
to find others who will do their work 
for them. Instead, it indicates that 
they are trying to do an increasingly 
better job by using every resource 
available to them. 


The widespread use of consultants has 
led the Midwest Administration Center to 
examine consultative service in an ef- 
fort to discover ways in which the 
quality might be enhanced. A preliminary 
study~ recently completed by the Center 
points to several suggestions that will 
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MAKING THE MOST OF THE CONSULTANT 


Nine Suggestions to Assist 
an Administrator in Gaining 
the Maximum Benefit from 
a Consultant's Visit.... 


enable administrators to gain the maxi- 


mum help from consultants. These are 
summarized below. They may appear rather 
obvious to you, but the research indi- 
cates that they are important enough to 
justify repetition. 


BE CERTAIN THAT YOU ARE READY FOR HELP 
BEFORE YOU SEEK IT... 


Have you reached a point where you 
know what your problem is and what help 
you need? Have you and your staff done 
sufficient work to indicate clearly that 
you need a consultant to assist in tack- 
ling a specific problem or in defining 
your problem? Remember that a consultant 
cannot do this preliminary work for you. 
Don't seek his assistance until you have 
a sense of direction and an understand- 
ing of why you want the help. The study 
completed by the Midwest Administration 
Center showed that the consultants in 
twelve midwestern state departments of 
education place great emphasis on this 
point. Seventy-three per cent of them 
said that an administrator should review 
with his staff the development of his 
program before calling in a consultant. 
Seventy per cent said that a necessary 
part of the administrator's planning for 
the use of consultative service was that 
of determining "objectives and purposes 
of program or problem to »%e discussed 
before the consultant is selected." 


SEEK THE ASSISTANCE OF A CONSULTANT 
QUALIFIED TO HELP YOU... 


The assistance of any consultant is 
rarely what you need. The problem or 
plan on which you are working will de- 
termine the consultant. Seek his ser- 
vices. In order to do this, you must be 
acquainted with the specific types of 
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consultative services provided by your 
state department of education and nearby 
colleges and universities. In the study 
mentioned above, 200 consultants in the 
twelve state departments of education 
listed twenty-six areas of education in 
which they had been called upon to give 
assistance during the preceding year. 
Have you checked recently on the ser- 
vices available in your state? Do you 
know the kind of help and the persons 
giving it that are available to you? If 
not, it would be wise to seek this in- 
formation now so that it will be at hand 
when you need it. 


The study already completed, and an- 
other in the process of completion, in- 
dicate that in some state departments of 
education and universities consultants 
are assigned to give assistance to 
schools by a superior who makes such 
assignments after requests are received. 
However, if you know your need and the 
consultant who can best help you with 
it, a specific request for his services 
is likely to be successful. 


ALLOW TIME FOR THE CONSULTANT TO BE PRE- 
SENT AND PREPARED WHEN YOU NEED HIM... 


The services of a consultant should be 
engaged sufficiently in advance to per- 
mit him to prepare for the visit and to 
assure his presence at the desired time. 
If an administrator and his staff decide 
on Monday that they want a consultant to 
work with them on the following Friday, 
they are likely to defeat their own pur- 
poses. If they obtain the services of 
any consultant, it is unlikely that he 
will be the one needed or desired. Fur- 
thermore, there will not be time for him 
to learn about the situation in which he 
is to work or to prepare for the visit. 
Plan your work sufficiently in advance 
so that you may engage a consultant at 
least several weeks prior to the time he 
will be needed. 


AVOID GENERALITIES IN REQUESTING A CON- 
SULTANT'S HELP... 


Prior to his visit, the consultant 
needs specific information about your 
school, the plan or problem on which you 
are working, a description of what you 
have done so far, and the service you 


wish to have him render. For example, if 
he is to give you and your staff assis- 
tance in revising your high school cur- 
riculum, he needs specific information 
about the school, the community it ser- 
ves, the present curriculum, information 
on drop-outs, the objectives of the 
school, and related information. If you 
don't provide this information, he can- 
not know what preparation he should make 
for his visit. He will then find it 
necessary to spend most or all of his 
time with you trying to discover these 
facts. As a result, he will be able to 
contribute very little to your work. 


SPECIFY THE KIND OF HELP YOU WANT THE 
CONSULTANT TO GIVE... 


This suggestion is a continuation of 
the one given above. Do you want the 
services of an expert who will give you 
the answers to technical questions? Do 
you want a person who looks over your 
problem and tells you what you should 
do? Or do you want a consultant who will 
sit down with you and your staff and 
assist you in analyzing your plans or 
problems in such a manner that you will 
make your own decisions? The nature of 
your plan or problem will determine in 
part the answer to these questions. 
Likewise, the training, experience, com- 
petence, and interest of your staff are 
likely to influence your reply. In any 
event, tell the consultant what you want 
and how you plan to use his services. He 
can, in return, tell you whether or not 
he can meet your needs. Seventy per cent 
of the consultants who participated in 
our study said that this step is a 
necessary part of an administrator's 
planning. 


IN PLANNING WITH THE CONSULTANT, GIVE 
HIM INFORMATION ABOUT THE ACTIVITIES YQU 


BELIEVE SHOULD BE CARRIED ON DURING HIS 
VISIT... 


Will there be conferences with in- 
dividuals? Will there be meetings with 
committees or other groups? Ask for his 
Suggestions regarding these activities. 
If you have given him the necessary in- 
formation about your situation and need, 
his experience as a consultant may sug- 
gest ways of using his time more effec- 
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tively. In any case, plan fully the con- 
sultant's visit so that you will derive 
the maximum benefit from it. 


SET ASIDE SUFFICIENT TIME FOR THE CON- 
SULTANT'S VISIT... 


Two comments are pertinent here. The 
first is that time must be provided that 
is sufficient in length for the consul- 
tant to be of service and for you and/or 
your staff to engage in activities that 
you should like to undertake while he is 
there. The second comment is that tea-~ 
chers and principals derive little value 
from meeting with consultants after 
school hours. They have worked hard dur- 
ing the school day. In the late after- 
noon hours that follow, they are neither 
physically nor mentally prepared to pro- 
fit from a consultant's contribution to 
their thinking. A period of time during 
the school day, or a day in which the 
school is not in operation, should be 
set aside for their contacts with con- 
sultants. 


EVALUATE THE CONSULTATIVE SERVICES THAT 
YOU RECEIVE... 


Your time may be limited, but an im- 
portant use of part of it will be a con- 
ference with your staff designed to 
evaluate the service rendered by a con- 
sultant. Did he give you the help that 
you needed? Why? What can be done in 
connection with the future use of con- 
sultants that will make their services 
more valuable to you? 


MOVE FORWARD AFTER THE CONSULTANT 
LEAVES... 


His visit will rarely be a wandwav- 
ing process that solves your problem or 
completes your planning. It is important 
to plan for the visit; it is equally im- 
portant to plan your next steps at its 
close or immediately thereafter. What 
did the consultant's work with you indi- 
cate should be done next? How will you 
do this? 


Often the administrator, his staff, 
and the consultant make commitments dur- 
ing the visit which must be followed 
through if further progress is to be ex- 
pected. The consultant may agree to send 
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certain materials for use by a faculty 
committee. There may be an agreement 
that the consultant will visit the group 
again on a certain date. As a result of 
such commitments you, or someone desig-~ 
nated by you or by the group, must be 
certain that the materials are received 
on schedule, that they are used, and 
that plans for the next visit are car- 
ried out in accordance with the agree- 
ments reached. This is a vital part of 
moving forward. Lack of attention to 
such details may cause you to impair 
seriously the progress you are making. 


TWO PRECAUTIONS... 


The experience of consultants and 
those using consultative services has 
revealed a number of facts that imply 
additional suggestions regarding the use 
of such services. Only two, which are in 
reality precautions, will be mentioned 
here. You may well add others that you 
have found important. 


The first of these is that speeches 
are not consultative service. The super- 
intendent who expects a speech by a 
guidance expert to cause the teachers 
and principals in his system to inaugu- 
rate guidance programs in their schools 
will be disappointed by the results. 
Speeches cannot replace the hard work of 
committees and discussion groups in the 
development of any aspect of a school's 
program. Frequently a good consultant is 
asked to make a speech when he could 
give much more assistance to a faculty 
by participating with them in discus- 
sions that are designed to identify 
their problems and to develop a program 
of action. 


The second observation is that when 
the basic problem of a school system is 
friction between the superintendent and 
the school board, or between the super- 
intendent and the principals or teaching 
staff, consultative service is likely to 
be ineffective in dealing with most 
aspects of the school program. The state 
department of education consultants in 
twelve midwestern states reported that 
54 per cent of the reasons for their 
failures in visits classified by them as 
ineffective were in the area of human 
relations. Prejudice, hostility, person- 
ality conflicts, and other friction of 
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various kinds existing in the schools or 
communities visited were paramount in 
these reasons. Nearly a third of these 
same consultants listed "a stable, in- 
formed, unprejudiced local administra- 
tive leadership" as a factor that made 
their work in schools easier. Good rela- 
tions among school staff members, par- 
ticipation of all persons concerned with 
a problem, good relationships between 
school and community, and good relation- 
ships between superintendents and school 
boards, were other helpful factors that 
they mentioned. 


Consultative service is a face-to-face 
process involving individuals working 
together in a spirit of cooperation, mu- 
tual respect, and unanimity of purpose. 
This spirit is destroyed by friction ex- 
isting between individuals or groups. 
When it is destroyed, the consultative 
process usually fails. 


The suggestions and precautions that 
have been given are intended as guide- 
posts. Your own experience will enable 
you to add others to the list and to 
adapt the ones given to your particular 
situation. 


BEAR THESE POINTS IN MIND... 


In one-two-three order, the sugges- 
tions for the effective use of consul- 
tants are: 


1. Be certain that you and your staff 
are ready for a consultant's help before 
you seek 


2. Seek the assistance of a consultant 
qualified to help you with your problem. 


3. Ask for the consultant's services in 
advance of the time that you need them. 


4. Give the consultant specific informa- 
tion about your situation and needs. 


5. Specify the kind of help that you 
want the consultant to give. 


6. In planning with the consultant, give 
him information about the activities you 
believe should be carried out during his 

7. Set aside sufficient time for the 
consultant's visit. 


8. Evaluate the consultative services 
that you receive. 


9. Move forward after the consultant 
leaves. 


FOR YOUR OWN PLANNING... 


Aichigan 
"ive, 


1. On what problems do you feel you might profit from consul bh tive! A rvacaren 


during the current school year? 


2. What persons or agencies would be most likely to provide the help that 
you need? 


3. How can you use this article in planning for the visit of the consultant? 
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